This correlational study (n ¼ 283) examined the links between job fit, affective commitment, psychological climate, and employee engagement, and the dependent variables, discretionary effort, and intention to turnover. An Internet-based survey battery of six scales was administered to a heterogeneous sampling of organizations from service, technology, healthcare, retail, banking, nonprofit, and hospitality fields. Hypotheses were tested through correlational and hierarchical regression analytic procedures. Job fit, affective commitment, and psychological climate were all significantly related to employee engagement, while employee engagement was significantly related to both discretionary effort and intention to turnover. For the discretionary effort model, the hierarchical regression analysis results suggested that the employees who reported experiencing a positive psychological climate were more likely to report higher levels of discretionary effort. As for the intention to turnover model, the hierarchical regression analysis results revealed that affective commitment and employee engagement predicted lower levels of employees' intention to turnover. The combination of predictors demonstrated strong effects in that the independent variables in each model predicted at least 38.0% of the variance in the dependent variable. Implications for human resource development research and practice are highlighted as possible strategic leverage points for creating conditions that facilitate the development of employee engagement as a means for improving organizational performance.
Because employees who report being engaged at work demonstrate greater workplace performance, the concept of engagement has gained widespread international attention. Conceptualized as a positive state of employee motivation (Kahn 2010) , research (Harter, Schmidt, and Hayes 2002; Rich, LePine, and Crawford 2010, Saks 2006) has shown that employee engagement shares an important relation with organizational outcome variables such as productivity, organizational citizenship behaviors, and overall job performance. Researchers have made significant strides in exploring the potential relations between engagement and performance-related outcome variables that suggest enhancing engagement could create a compelling competitive advantage for organizations across the globe.
Conservatively, it is estimated that less than 30% of those who go to work report even partial engagement with their work (Chalofsky 2010) , and recent research has suggested significant engagement declines worldwide (Gebauer and Lowman 2008) , especially in the context of economic markets in both developed and emerging economies. Current estimates put the cost of disengaged employees in the United States between $250 and $300 billion a year. Globally, similar studies report that disengaged employees cost the German economy approximately $263 billion, the Australian economy $4.9 billion, and the Asian economy $2.5 billion annually (Meere 2005) . Research however purports that organizations that focus toward developing engaged employees reap significant benefit from their efforts.
In response to this worker engagement gap and as a function of the HRD professionals' role in increasing individual and organizational performance, practitioners are routinely asked to assist in the development of programs and interventions in hopes of developing a more engaged workforce (Ayers 2008; Gebauer and Lowman 2008) . Inasmuch as engagement has been linked to important organizational outcomes, the aim of this study was to explore possible linkages between promising antecedents of engagement and two organizational outcome variables routinely conceptualized to be related to engagement that show practical promise for HRD scholars and practitioners across the globe.
Theoretical framework
Presently, a variety of contemporary engagement frameworks exist for research. Examples include the Maslach, Schaufeli, and Leiter (2001) burnout antithesis framework and the Saks (2006) social exchange model of engagement. While these and other frameworks (e.g. Albrecht 2010; Harter, Schmidt, and Hayes 2002; Macey and Schneider 2008) offer unique and differing perspectives, Kahn' s framework offers an empirically tested multidimensional motivational framework reflecting latent conditions of an employee's willingness to engage; a limitation of other engagement frameworks (Rich, LePine, and Crawford 2010) . Because our interest was in understanding the underlying conditions proposed to be antecedents of engagement as well as performance-related outcomes, this study purposely drew from Kahn's (1990) original work to position the conditions for the development of engagement within an HRD context of performance improvement and organizational development (Gilley, Eggland, and Gilley 2002) .
Kahn suggested the conditions of meaningfulness, safety, and availability as important indicators to the development of engagement. Meaningfulness was conceptualized as feeling that one's work was worthwhile and accompanied by a sense of value in one's accomplishments at work (Kahn 1990) . Meaningfulness is thought to complete a circular model where employees add value and significance to what they are doing as well as receive feedback about their value and significance to an organization (Kahn 1990) .
Safety was conceptualized as the ability to be one's preferred self without fearing 'negative consequences to self image, status, or career' (Kahn 1990, 705) . Often focused on as a physical variable, an employee's perception of safety is just as much about employees fearing emotional and psychological harm from their place of work. Kahn (1990) posited that to be engaged, employees needed to trust their working environment in ways that allowed authentic selves to emerge in practice.
Availability was conceptualized as having the physical, emotional, and psychological resources necessary for the completion of work (Kahn 1990) . Tangibly, the availability of resources could be understood as supplies, sufficient budget, and manpower to complete a task; intangibly, availability of resources can be understood as opportunities for learning and skill development, a reasonable degree of job fit, and commitment to the organization.
Conceptual model and supporting literature
With guidance from the research literature, several variables were proposed with the potential for understanding engagement beyond previous research (Macey and Schneider 2008; Saks 2006) . We proposed that employees who worked in jobs where the demands of a job were congruent with interests and values (job fit; Resick, Baltes, and Shantz 2007) , feel as if they emotionally identify with their place of work (affective commitment; Rhoades, Eisenberger, and Armeli 2001) , and work in a positive psychological climate (Brown and Leigh 1996) would be more likely to be engaged (see Figure 1 ). This unique combination of variables was thought to capture salient, context-sensitive cues employees' routinely use when interpreting workrelated experiences (Kahn 2010) . Although preliminary, conceptual evidence from the literature suggested these variables might have a relation to engagement, no research had examined this unique combination of variables.
Furthermore, because we were interested in the relation between employee engagement and performance, we proposed that engagement might have a relation to the performance-related outcome variables discretionary effort and intention to turnover. In earlier conceptual models of engagement, discretionary effort had been proposed as an outcome of employee engagement (Macey and Schneider 2008) . While this linkage was widely thought to exist, no research had examined this conceptual model empirically. Because of this variable's relation with both individual and organizational performance, examining this connection was prudent. Moreover, intention to turnover represents one of the most strategic and common outcome variables for HRD practitioners, often used as a benchmark for the success of HRD programs and interventions.
Antecedents of employee engagement
For the purposes of this study, variables (job fit, affective commitment, and psychological climate) that had been suggested to influence the development of employee engagement were identified as antecedent variables.
Job fit
Job fit was defined as the degree to which a person feels their personality and values fit with their current job (Resick, Baltes, and Shantz 2007) . Researchers who study job fit suggest that good fit provides opportunities for employees to be involved in individually meaningful work that affects the development of work-related attitudes. Moreover, good fit promotes strong professional congruence with organizational experiences; based on such experiences, employees develop job-related attitudes, which affects overall performance. Additionally, good fit provides the cognitive stimulus for employees to engage in behavior directed toward positive organizational outcomes. For example, an employee with high levels of job fit might agree that the demands of his or her job allows them to work within a level of emotional and physical comfort and that his or her personal values match those of the job role, conceptually resulting in higher performance (e.g. discretionary effort). Notwithstanding, employees who experience good fit derive a degree of meaningfulness from their work, resulting in employees who have the emotional and physical resources to complete their work. Employees who experience job fit within their work roles are more likely to perform their jobs with enthusiasm and energy.
Affective commitment
Affective commitment was defined as a sense of belonging and emotional connection with one's job, organization, or both (Rhoades, Eisenberger, and Armeli 2001) . More than any other type of commitment, affective commitment emphasizes the emotional connection employees have with their work and closely parallels the emotive qualities of engagement (Macey and Schneider 2008; Saks 2006 ), including such conditions as meaningfulness and safety, directly paralleling Kahn's (1990) conditions of engagement. Such emotive qualities can stimulate employees to willingly engage in behavior directed toward desired organizational outcomes, emphasizing the emotional fulfillment employees experience as a result of being engaged (Shuck and Wollard 2010) . Emotional fulfillment is an important component of being engaged in work and is indicative of an engaged employee. Grounded in literature, we proposed that the emotive qualities of an employee's connection with work could be conceptualized as an antecedent rather than an outcome.
Psychological climate
Psychological climate was originally developed using Kahn's (1990) framework of engagement and defined as the interpretation of an organizational environment in relation to an employee's perception of wellbeing (Brown and Leigh 1996) . An employee's perception of wellbeing and interpretation of what has the potential to bring harm is directly connected to Kahn's (1990) statement of pulling toward or withdrawing from experiences at work that allow a person to bring their full selves into an experience. Psychological climate promotes an awareness of safety and availability with work (Kahn 1992; Wagner and Harter 2006) and encourages meaningfulness in individual work roles (Kahn 1990) . Psychological climate, then, is understood to represent the lens an employee uses to understand and interpret their work environment relative to the social and physical structures of environmental cues.
Psychological climate is operationalized as including the following sub-variables: flexible, supportive management, role clarity, freedom of self-expression, contribution toward organizational goals, recognition, and challenging work (Brown and Leigh 1996) . These sub-variables uniquely assess silent, yet critical components of how an employee interprets their working environment.
Outcomes of engagement
Organizational outcomes (i.e. discretionary effort, intention to turnover) associated with the degree of employee engagement were proposed as outcome variables for this study.
Discretionary effort
Discretionary effort has long been associated with performance and is defined as an employee's willingness to go above minimal job responsibilities (Lloyd 2008 ). An employee's willingness to engage in discretionary effort indicates an intention to act that results in behavior (Lloyd 2008) . Effort has been linked to productivity and profit generation and is increasingly used a leverage point for HRD interventions. Increased effort is widely believed to be a behavioral outcome of engagement (Macey and Schneider 2008) .
Intention to turnover An employee's intention to engage in a certain type of behavior, such as an employee's intention to turnover, is a powerful predictor of that employee's future behavior (Carmeli and Wiesberg 2006) . Steel and Ovalle (1984) suggested that turnover intent is more predictive of actual turnover than satisfaction or commitment and several engagement models suggest an empirical link between engagement and turnover intent (Harter, Schmidt, and Hayes 2002; Saks 2006) . Notwithstanding, it was important to examine this emerging model of engagement in relation to known frameworks with new antecedent variables for the potential uncovering of new perspectives of theory building and practice.
Statement of the problem
Interest in the current study revolved around the lack of practical and theoretical employee engagement research in HRD, despite its international use and popularity. While organizations focus toward employee engagement as a promising strategy to increase efficiency and improve productivity, there remains a surprising shortage of empirical research on employee engagement focused on the utility of concept in practice (Macey and Schneider 2008) . While HRD researchers and practitioners are being asked to play an increased role in the development of engagement-enhancing strategies and employee engagement is being included in strategic planning, little empirical work has focused on how to effectively develop engagement and what organizations can expect from such efforts. Research supporting the importance of employee engagement is clear; yet practical and theoretical contributions about how to create employee engagement and the outcomes of doing so are remarkably underdeveloped (for exception, see Christian, Garza, and Slaughter 2011) . Understanding the relation between the stated variables and employee engagement could provide strategic leverage points for HRD and spur future research opportunities, a significant potential outcome of this research.
Purpose of the study and research hypotheses
The purpose of this article examines a hypothesized employee engagement model by exploring the relation among the research variables job fit, affective commitment, psychological climate, discretionary effort, intention to turnover, and employee engagement. Two overarching research questions guided our study: (a) What is the relation between the antecedent variables of job fit, affective commitment, and psychological climate with employee engagement? and (b) What is the relation between employee engagement and the outcome variables discretionary effort and intention to turnover? To examine these two research questions, three hypotheses were tested:
There is a significant relationship between job fit, affective commitment, and psychological climate, and employee engagement. H 2 : There is a significant relationship between employee engagement, discretionary effort, and intention to turnover. H 3 : After controlling for job fit, affective commitment, and psychological climate, employee engagement will predict unique variance in discretionary effort and intention to turnover.
Method
The following section includes a discussion of the participants, procedures, research measures, and possible statistical control variables.
Participants
The sample (n ¼ 283) consisted of workers in the service (n ¼ 97), manufacturing (n ¼ 9), professional (n ¼ 106), and nonprofit (n ¼ 32) industries respectfully; 39 individuals did not report their industry. Fifty-four percent of the sample was female, and most of the participants were Caucasian (n ¼ 134) or Hispanic (n ¼ 91).
Most participants indicated they worked as a frontline team member (n ¼ 111), although 32.1% indicated being in a supervisory or management capacity, and 21.7% were at an executive level. Finally, the largest age group was between 30 and 39 (n ¼ 70) years-of-age, followed closely in size by the 50-59 (n ¼ 67) and 40-49 (n ¼ 66) age groups.
Procedures
With appropriate IRB guidance for conducting ethical research (data collected in early 2010), this study consisted of a heterogeneous sampling of individuals within organizations that were members of a commerce association (hereafter known as the 'Association') selected for the significant international representation of its members. Moreover, several organizations represented in the Association appear regularly in Fortune's list of the '100 Best Companies to Work'. An Internet-based self-report survey was used as the data collection tool. Researchers prepared the survey battery for distribution using Dillman, Smyth, and Christian's (2009) four-stage method. Post preparation, a research sponsor was recruited to assist in collecting data. The research sponsor for this study was the sitting President of the Association. E-mail addresses for all potential participants were accessed through the sponsor who forwarded all research-related communication for this study, including the survey link, to potential participants. For scheduling purposes, Dillman, Smyth, and Christian's (2009) intervalscheduling framework was used to make initial contact, administer the survey, and send two follow-up reminders accompanying the survey to participants (thus, the survey battery was sent out three times). The survey was placed in an online computer survey tool for administration. Participation was strictly voluntary and participants were able to opt out of the study at any point. Each survey was assigned a unique URL linked to the survey instrument. The purpose of the unique URL was to track response rates as well as prevent participants from responding to the survey more than once. No significant issues were encountered with the distribution method. Data were recorded in an electronic file accessible only to the lead researcher. Because the file did not contain any identifying information, participant confidentiality was reasonably assured. Specific individual responses were not shared with any member of a participating organization or the research sponsor. Two hundred and eighty three respondents completed the survey battery, representing 27.3% of the total population. When comparing the final sample to the research population, the gender composition of the participants as well as industry representation was roughly equivalent.
Research measures
The psychological climate, affective commitment, job fit, and employee engagement scales were scored using a 5-point Likert continuum from 1 (strongly agree) to 5 (strongly disagree). Participants received a total score for each instrument by aggregating the scores for each question and reporting the total score as the composite score. Instruments were scored and reported separately. Instruments chosen for use in this study reported substantial evidence of discriminate and convergent validity (see Shuck 2010) .
Employee engagement
Employee engagement was measured by combining the meaningfulness, safety, and availability scales (May, Gilson, and Harter 2004 ) into a 15-item scale. In the present study, the safety scale was revised by excluding question 9, 'I am afraid to express myself at work', as recommended by the expert reviewers in stage one of the survey development due to it being the only reversed scored scale. Internal consistency reliability estimates for each of the scales in the present study were as follows: meaningfulness, a ¼ 0.93; safety, a ¼ 0.74; availability, a ¼ 0.75, which is consistent with May, Gilson, and Harter's findings with the original scale where the reliabilities were reported as 0.90, 0.71, and 0.85, respectively. Reliability estimates for the combined scale was a ¼ 0.89. Sample items from the modified scales included, 'The work I do is very important to me' (e.g. meaningfulness), 'I can be myself at work' (e.g. safety), and 'At work, I have the resources to complete my job' (e.g. availability).
Job fit
Job fit was measured using the 5-item Person-Organization Fit Scale (POFS; Resick, Baltes, and Shantz 2007) . To align with scholarly literature (Resick, Baltes, and Shantz 2007) , the POFS measured the degree to which a person felt his or her personality and values fit with his or her current organization, a more holistic approach than the person-job farmework. The internal consistency reliability estimate for the POFS in the present study was a ¼ 0.92, which parallels Resick, Baltes, and Shantz's reliability findings (a ¼ 0.94). A sample item of the POFS (Resick, Baltes, and Shantz 2007) is 'I feel my personality matches the 'personality' or image of the organization'.
Affective commitment
Affective commitment was measured using the 6-item Affective Commitment Scale (ACS; Rhoades, Eisenberger, and Armeli 2001) where the reported internal consistency was 0.88, when compared to 0.91 in the present study. A sample item of the ACS is 'I am proud to tell others I work at my organization'.
Psychological climate
Psychological climate was measured using the 14-item Psychological Climate Measure (PCM; Brown and Leigh 1996) . Because of their hypothesized relation to employee engagement, four of the six dimensions, supportive management, contribution, recognition, and challenge were measured. Brown and Leigh reported internal consistencies of 0.84, 0.75, and 0.73, respectively (they did not report the internal consistency of the challenge subscale). In the present study, the internal consistency reliability estimates for each of the subscales were as follows: supportive management, a ¼ 0.87; contribution, a ¼ 0.88; recognition, a ¼ 0.77; and challenge, a ¼ 72. Reliability estimates for the combined scale was a ¼ 0.83. A sample item of the PCM is 'I rarely feel my work is taken for granted'.
Discretionary effort
Discretionary effort was measured using the 7-item Discretionary Effort Scale (DES; Lloyd 2008). The internal consistency reliability estimate for the DES in the present study was a ¼ 0.93 (a ¼ 0.87 in Lloyd 2008) . A sample item of the DES scale is 'I do more than is expected of me'.
Intention to turnover
Intention to turnover was measured using the 3-item Intention to Turnover Scale (ITS; Colarelli 1984) . The internal consistency reliability estimate for the ITS in the present study was a ¼ 0.81 (a ¼ 0.75 in Colarelli 1984) . A sample item of the ITS is 'I frequently think of quitting my job'.
Control variables
To guard against the possibility that the dependent variables (discretionary effort, intent to turnover) may differ systematically by demographic variables (age, gender, position), a multivariate analysis of covariance (MANCOVA) was conducted to test possible significant differences by group membership (Tabachnick and Fidell, 2001 
Results
All data were entered into the SPSS database (version 17.0 for Windows) and examined for statistically significant relationships (Aiken and West 1991) . The following section is presented in three parts: correlational analysis for testing H 1 , correlational analysis for testing H 2 , and hierarchical regression analysis for testing H 3 .
Correlational analysis for testing H 1 Zero-order correlational coefficients between the variables of interest were examined for meaningfulness according to effect size standards (Cohen 1988) . Each scale was examined with subscales aggregated together to give a total composite score. Employee engagement was positively and significantly correlated with job fit (r ¼ 0.66, p 5 0.001), affective commitment (r ¼ 0.71, p 5 0.001), and psychological climate (r ¼ 0.78, p 5 0.001). Analysis by both gender and position revealed similar patterns and magnitudes of results among the variables. Results suggested a strong (Cohen 1988) and positive relation among all variables, providing empirical support for H 1 . Moreover, when examined as separate scales, employees who scored highly on each subscale of employee engagement (i.e. meaningfulness, safety, and availability) also reported higher levels of job fit, affective commitment, and positive psychological climate providing further support for H 1 . Table 1 provides detailed correlational statistics regarding the relations among employee engagement, job fit, affective commitment, and psychological climate. 
Correlational analysis for testing H 2
Zero-order correlational coefficients between the variables of interest were examined for significance according to effect size standards (Cohen 1998) . Employee engagement (May, Gilson, and Harter 2004 ) was positively and significantly correlated with discretionary effort (r ¼ 0.43, p 5 0.001) and negatively and significantly correlated with intention to turnover (r ¼ 70.56, p 5 0.001). As with the correlational analyses associated with the first hypothesis, analysis by gender and position revealed comparable patterns and magnitudes of results among the variables. Results suggested a strong (Cohen 1988 ) relation between the variables of interest, providing empirical support for H 2 . Similar to H 1 , when examined as separate scales, employees who scored highly on each subscale of employee engagement (i.e. meaningfulness, safety, and availability) also reported higher levels of discretionary effort and lower levels of intention to turnover. Table 2 provides detailed correlational statistics regarding the relations among employee engagement, discretionary effort, and intention to turnover.
Hierarchical regression analyses for H 3
Guided by theory and research (Cohen 1988) , hierarchical regression analyses were performed to test H 3 . The first theoretical model tested was the discretionary effort model. Job fit, affective commitment, and psychological climate were entered as the first block of variables. All three engagement subscale scores were loaded as a block in the second step of analysis. The results of the hierarchical regression analysis are presented in Table 3 .
Testing the discretionary effort model, in the first block, three of the psychological climate subscale scores, supportive management (b ¼ 0.20, p 5 0.01), contribution (b ¼ 0.50, p 5 0.01), and challenge (b ¼ 0.22, p 5 0.01) contributed unique variance to the prediction of discretionary effort (DR 2 ¼ 0.38, p 5 0.01) in the regression equation. In the second block, after controlling for psychological climate, affective commitment, and job fit, employee engagement did not contribute additional variance to the regression equation (DR 2 ¼ 0.00, p 4 0.05); thus, H 3 was not supported in this model. Accordingly, employees who reported higher supportive management, contribution, and challenge scores were more likely to participate in discretionary effort in the workplace. Overall, the regression model explained 38.0% of the variance in discretionary effort (large effect size; Cohen 1988) . Collinearity between the variables of interest in this model was examined using the variance inflation factor (VIF). Values of VIF that exceed 10.0 are regarded as indicating multicollinearity (Green 1991) . None of the variables examined in this model met or exceeded 10.0 (all less than 3.32).
In the second theoretical model tested, intent to turnover was examined as the dependent variable. Job fit, affective commitment, and psychological climate were entered as the first block of variables. All three engagement subscales were loaded into the second block. Results of the hierarchical regression analysis on intent to turnover can be found in Table 4 .
Testing the second regression model, in the first block, affective commitment (b ¼ 70.51, p 5 0.01) contributed unique variance to the prediction of intent to turnover in the regression equation (DR 2 ¼ 0.37, p 5 0.01). In the second block of the equation, after controlling for psychological climate, affective commitment, and job fit, the evidence suggested that two subscales of the employee engagement measure, meaningfulness (b ¼ 70.21, p 5 0.01) and availability (b ¼ 70.19, p 5 0.05), added unique variance to the regression equation predicting intent to turnover (DR 2 ¼ 0.04, p 5 0.01); thus, the third hypothesis was partially supported. As a result, employees who reported higher meaningfulness and availability scores were less likely to have an intention to turnover. The psychological climate, job fit, and safety variables did not reach statistical significance. Overall, the regression model explained 41.0% of the variance in intention to turnover (large effect size; Cohen 1988) .
Similar to the first regression model (see Table 3 ), collinearity between the variables of interest in this model was examined using the VIF. None of the variables examined in this model met or exceeded 10.0 (Green 1991) . 
Discussion
Based upon our examination of the literature, we presented two models where job fit, affective commitment, psychological climate, and employee engagement were hypothesized to predict either discretionary effort or intention to turnover. Zeroorder correlation results indicated a significant relation between each of the independent variables and the two dependent variables, that is, discretionary effort and intention to turnover. Moreover, each model demonstrated strong effects of the combination of predictors on the respective dependent variable.
Predictors of discretionary effort
The first hierarchical regression analysis provided evidence that three subscales of the psychological climate measure predicted unique variance in the outcome variable discretionary effort. Results suggested that when employees perceived their managers as supportive, felt as if they contributed to their place of work, and experienced an appropriate level of challenge in their work, they were more likely to engage in discretionary efforts. When an employee feels that their manager is supportive of their work, they are more likely to be involved in discretionary efforts (Shuck, Rocco, and Albornoz 2011) . Reciprocally, discretionary effort is likely to decrease when employees feel that their manager is not supportive of their work and as a result employees are less likely to bring up new ideas, ask questions about their specific job role, or trust their manager (Brown and Leigh 1996) . Grounded in Humphrey's (1993) original organizational behavior research on emotional labor and culture, this study extends Brown and Leigh's (1996) model, providing empirical evidence for the role of psychological climate in predicting discretionary effort. Findings from this research are also consistent with other studies on managers and their effect on work related outcome variables such as discretionary effort (Arakawa and Greenberg 2007; Buckingham and Coffman 1999; Kahn 1990; Kroth and Keeler 2009; Rhoades, Eisenberger, and Armeli 2001) .
Moreover, Kahn (1990 Kahn ( , 1992 Kahn ( , 2010 suggested that human beings desire the opportunity to contribute meaningfully to their surroundings, and when an employee feels as if they are contributing, they work harder at contributing more. Consequently, employees who perceive that they contribute meaningfully to their place of work are more likely to be involved in discretionary efforts. Results suggested that contribution plays an important role in the development of discretionary effort. Cyclically, as employees are provided information about how their work is contributory, they display higher levels of discretionary effort, and their level of contribution is likely to increase. This finding parallel's Kahn's (1990) meaningfulness domain and is consistent with Latham and Ernst's (2006) motivation model that suggested an employee's perceived ability to make a contribution to their work increases motivation to work with additional vigor.
Still further, results indicated that perceived challenge was a predictor of discretionary effort for this sample. Greater challenge was linked to greater discretionary effort. This finding is consistent with research by Britt, Castro, and Adler (2005) and Brown and Leigh (1996) who suggested that in-role tasks should have an appropriate level of challenge for maximum effort to be exerted toward goal completion. An unchallenging task can cause employees to become bored and uninterested, and over a prolonged period of time, disengaged (Figure 2) .
Last, of particular interest and contrary to the conceptual model, no significant predictive relation between employee engagement and discretionary effort was found as suggested by several contemporary models (Macey and Schneider 2008; Maslach, Schaufeli, and Leiter 2001) . Results demonstrate evidence of a relation at the correlational level, but the relation becomes statistically nonsignificant when entered into the regression model suggesting that the concept of engagement could benefit from further refinement. It may be that when examining discretionary effort, future research should test whether psychological climate may be a predictor of engagement, which in turn predicts discretionary effort. These contrasting findings warrant future research.
Predictors of intention to turnover
The second hierarchical regression analysis provided evidence that both affective commitment and employee engagement (i.e. meaningfulness and availability; Kahn 1990) predicted unique variance in intention to turnover. This study revealed that when employees are affectively committed to their place of employment, feel their work is meaningful, and perceive that they have appropriate resources to complete their work, they were less likely to have an intention to turnover.
Results from this study are consistent with those of previous research on both affective commitment and employee engagement. Research around employee engagement has suggested that employees develop an affective bond with their organization before engaging in behavioral states of employee engagement (Shuck and Wollard 2010) and consequently outcomes of employee engagement such as intention to turnover (Kahn 1990; Macey and Schneider 2008; Zigarmi et al., 2009) . Several definitions of employee engagement specifically mention emotional engagement as an element of the overall employee engagement construct (Macey and Schneider 2008; Saks 2006) . Accordingly, affective commitment has been shown to be an important lens an employee uses when making determinations about future behavior at work (Macey and Schneider 2008) .
Likewise, the degree to which an employee perceives their work as meaningful was also shown to be a predictor of intention to turnover. Results from this study are consistent with research by Kahn (1990) , Harter, Schmidt, and Hayes (2002), and Fredrickson (1998) who all suggested that when employees perceived their work as meaningful they were more likely to be engaged and less likely to leave their place of employment. Meaningful work provides a sense of return on investment for employees (Kahn 1990 ) and parallels the contribution subscale of psychological climate (Brown and Leigh 1996) as conceptualized by Kahn's (1990) conditions of engagement. Meaningful work provides a framework for employees to better understand how they add value and significance to their organizations (Fredrickson 1998) . Employees naturally gravitate toward experiences that provide meaning in their lives (Brown and Leigh 1996; Kahn 1990; May, Gilson, and Harter 2004) . Employees who do not believe that their work is meaningful develop feelings of isolation and rejection and as a result, eventually leave (Maslach, Schaufeli, and Leiter 2001) . In some respects, it is unreasonable to expect an employee to stay in a position where they do not perceive they make a meaningful contribution to the organization in which they work (Kahn 1990) .
Last, results from this study are consistent with current research on the availability of resources (Kahn 1990; May, Gilson, and Harter 2004) . Employees who perceive that they have the physical, emotional, and psychological resources necessary for the completion of work are less likely to have an intention to turnover. Moreover, this research parallels findings by Britt, Castro, and Alder (2005) who suggested that the availability of physical, emotional, and social resources predicted motivation toward task completion. This research provides empirical evidence that resources may not only motivate an employee to be more engaged, but also decrease their intention to turnover (Figure 3 ).
Contributions to HRD practice
Results from this study provide support for utilizing each of the variables examined in the development of specific and objective work-oriented interventions around employee engagement. HRD practitioners may take an important role in designing and implementing interventions that increase employee engagement and impact organizational outcome variables. For example, in this study, job fit, affective commitment, and psychological climate were identified as possible leverage points for practitioners looking to enhance employee engagement. Considering which leverage point to start with would depend on the unique needs of each organization; suggesting a 'one size fits all' approach would be culturally insensitive and out of context for this study. Evidence, however, has suggested that creating opportunities for employees to work in roles in which their knowledge, skills, and abilities fit with their job responsibilities, creating and then supporting a positive psychological climate, and providing opportunities for employees to emotionally connect with their organization are conditions that support a relation with employee engagement (Kahn 1990) . Thus, these variables may be considered as starting points for conversation and intervention. HRD practitioners could capitalize on this new knowledge by creating carefully constructed interventions that focus on incorporating current management practices, organizational structure, job-design, and culture building (Joo 2010) .
Further, HRD practitioners could also encourage the development of employee engagement by training leaders, managers, and supervisors about the conditions that have a relation with employee engagement. As highlighted by this study and supported by research (Harter, Schmidt, and Hayes 2002; Lloyd 2008) , an employee's manager strongly influences levels of employee engagement and discretionary effort. Interventions for leaders, managers, and supervisors could take the form of formal development and coaching programs that focus on proven talent management practices. Research has suggested that interventions designed to influence employee engagement should provide opportunities for self-awareness, self-reflection, and real-time feedback.
Last, it is imperative that organizations looking to increase performance focus on how work gets accomplished, not just how much. To recruit, maintain, and motivate employees in an increasingly competitive environment, HRD practices must be innovative and compelling, benefiting both the organization and the employee (Joo 2010) . It is essential that HRD programs balance the good of the organization with the good of the employee; sustainability of organizational performance alongside any intervention or program must be considered. Using results from this study to better understand employee engagement as both an organizational and individual level performance variable (Macey and Schneider 2008) could serve as a structure for implementing compelling, focused, and effective HRD interventions.
Limitations and directions for future research As is the case for all research, the present study has limitations. The first limitation was the use of a sample consisting of members from a range of organizations affiliated with a particular association. While the use of heterogeneous samples such as this is common in exploratory HRD research (e.g. Yaghi et al. 2008 ), caution should be used when generalizing beyond the current study. A second limitation is the use of self-report measures. Common method variance bias is a potential problem whenever data is collected from a single source (Reio 2010) , which is the case with the present study. Several steps were taken to reduce the likelihood of this method biasing findings. First, participant anonymity was assured to participants (Podsakoff et al. 2003) . Second, Dillman, Smyth, and Christian's (2009) Tailored Design Method was employed to provide a clear procedural approach. Third, as a diagnostic test, Harman's single-factor test was employed to examine the amount of variance accounted for in the variables. This procedure involved conducting an exploratory factor analysis of all the research variables (unrotated). Results from this study revealed little evidence of common method variance bias as more than one factor emerged (there were three); thus, suggesting the results are not likely attributable to common method variance bias.
Last, this study did not control for nonresponse bias while sending out the survey three separate times (twice with a reminder). It would have been preferable to test for possible systematic bias by mailing, as late responders sometimes differ from early responders; however, this was not possible in this study (Rogelberg and Luong 1998 ). Yet, this bias seems less likely when considering that no demographic differences were noted by research variable.
As a next step, findings from this research could be used to design experimental studies of employee engagement to assess the ability of HRD interventions to enhance employee engagement using samples from different countries as well as multicultural samples. Such studies could focus on the antecedent variables examined in this study or use an expanded literature base to guide the selection of additional research variables. Examining the causality of these variables along with the effect sizes associated with such interventions could produce additional information about the utility of the intervention (e.g. cost savings through increased engagement) and provide information on steps organizations might consider in strategic planning. Also, longitudinal research designs could allow researchers to follow the development of engagement over time and provide useful new information about the process of employee engagement.
Last, little research has explored engagement from a cross-cultural comparative perspective. While this study used a location based in the United States with multinational influence as a starting point, this model could have explicit international application. Exploring how cultural variables influence and effect the development of antecedent and outcome variables as well as employee engagement in different countries and contexts could be of benefit to organizations with an international presence. Cross-cultural research could also be of benefit to the broader international HRD community.
